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FINAUGIAL REALISM IN POST WAR PLANS 


Dr. Victor P. Morris, Dean, School of Business Administration 
Chairvan, Comittee on vost “ar “ecdjust ent ind Pevelowr.ent 





Beginnings on pege three of this issue will te found an abbreviated report is to 
the status of plans for post war public works programs, It is highly encouraging 
thet so much intcrest is being taken in the problems which will confront business 
and government, the public at large and citizens individually, when the war cleses 
and ve enter the years of reconstruction. But there is danger that many of the plans 
envisased will be largely fanciful, removed from bedrock fundamentals and at important 
spots unrealistic, Federal, state and local agencies are talking glibly of "stocke 
piles" of public works, "back-logs" of needed improvements, and “»rosrams" of develope 
ment. Dreams and visions are essential, for it is still true as of old that “where 
there is no vision the people perish,” but plans for the postewar era must be much 
more than dreams. Ideas and blueprints must be implemented with cash. No program 
may be said to bo "ready to zo" that has not been thought through in its methods of 
financing as well as in the listing of dosired projects, 
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There are three stages in the preparation of a realistic "stock-pile" or "back-log" 
of public works; (1) the ideas, (2) the blueprints, (3) the financing. No group 
should regard itself as having done its job of preparation for the post war period 
until all three phases are completed or well on the way to completion. It is 
highly essential that we do not deceive ourselves with our long lists of projects 
totalling millions of dollars when in fact only a small part of the money resources 
are yet evon seriously thought about, let alone actually in hind. 


The logical conclusion to this is that each political unit, state, county, 
municipality, school district and others should take immediate steps to put its 
financial house in order, accumulate cash, building up adequate reserves and sink- 
ine funds, and, where unavoidable, arranze for bond sales. Financial preparations 
are imperative, 


It is particularly essential that the necessary moves be made to accumulate 
the cash reserves now, Economy demends that political units be ready to pay cash 
as far as possible rather than wait to finance with bonds. This is an ideal time 
to accumulate cash reserves so that interest will not have to be paid when work is 
finally begun on the stock-pile. JLocal taxes can probably come easier now than at 
a later time when condtions sre tougher and public works are necessary to bring 
up the volume of business and maintain employment. It should be noted that the 
policy of raintaining a modcrately heavy tax program in local communitics is in 
line with tho program to stabilize prices and prevent inflation. Every dollar 
stored away in a reserve fund for a post war program is in rcality doing double 
duty. It serves now to curtail inflation and it will serve later to maintain 
economic activity and prevent deflation, mer 


We have reached the point where time is highly important. No one can predict 
when the end of the war may produce conditions requiring public works to maintain 
stability, but it will be risky for us to assume that we do not need to be ready 
for two or three or more years. To be ready for 1945, which is wise, some items 
must so before budzet committees this spring, School districts, for example, 
which wish to set aside portions of their funds for special reserves for post war 
replucement, repair and maintenance of buildings, and the replacement of supplies 
and equipment, must get action by this ycar's budget committees but need not hold 
elections upon the items unless the total carries the budget beyond the 6% limita- 
tion provision, 


Where post war projects consist of specific new public works, it is neces- 
sary to have the accumulation of reserves authorized by vote of the people, If 
in the interests of convenience and economy, political units wish to avoid special 
elections, due notice should be taken of the fact that the primary election comes 
May 19, and school elections June 19, (June 26, Union High Schools.) Each poli- 
tical unit should check carefully the deadline dates for notices to voters in 
advance of the elections. School Roards must announce the proposed vote on sinking 
funds at least 20 days before the school election date which falls this year on 
June 19, The deadline in school districts is therefore May 29. (For Union High 
School Districts June 5.) 


It is clear thet if a "stock-pile” is really to exist and not be mere hope 
or.pious aspiration, it is imperative that procedures be placed in motion at once 
to get required legal arrangements completed so that the funds may actually begin 
to be accumulated in cash this year, . 
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PROGRESS IN PLANNING LOCAL POST WAR PUBLIC WORKS PRoJECTSL/ 


The Oregon Post War Readjustment and Development Commission reports the follow- 
ing totals of public works projects contemplated by the federal, state, and local 
governments, 


Status of Projects 


Authorized by Congress (includes Willamette Valley project) . $ 89,252,000 
In Ornibus Rivers and Harbors Bill (No authorization) .... 84,307,000 
Reclamation (ready, with funds ) oe oes FS SC. OS Se ChUS SO 8,925,000 
Accepted Reclamation for War Food Program (No appropriation). 20 , 935,000 
Grazing program, Department of Interior (Proposed). « « « « « 12 ,000 ,000 
Federal Aid (licasure in Process). «e«e«-+e-ceersecesee 8 @ 45 ,000 ,000 





Federal Authorized, Appropriated and awaiting further action .- $260,419 ,000 


State Projects, cash available, ...«.sseeevevecese $ 13,541,121 
County projects approved, reserves being built. .... 15,039,885 
Municipal projccts approvec, building reserves. . « « « 2,041,249 
Highway program (excluding cash on hand state funds). . 10 ,000 ,O00 





State, Counties, Cities. ...seevvce eee $ 40,622,255 
GRAND TOTAL. e 7 e @ e e @ e @ @ 6 e e ° @ ® eo eo o @ ® e ° ee « @® $301 ,041 9200 


This article deals only with city and county projects, At some later date we 
will discuss the plans of the various state agencies that can aid in providing jobs 
during the difficult period of transition from a war to a peace economy, The time- 
liness of local public works projects was stressed by Dean Morris on page 1; if 
financial arrangements are not completed in the next few weeks, the work may be so 
delayed that it will be of little help during the critical demobilization period, 


Municipalities 





There is a growing determination for each muncipality to furnish as much local 
employment as possible, 


LKiunicipalities in Orezon are now studying their post war needs and the stockpile 
of municipal projects is increasing every week, Most of the projects which have been 
reported to the Governor's Commission deal with an accumulation of betterments which 
have been delayed for 10 or 12 ycars because of the depression and latterly by the 
war, During the depression communities had little or no money to spend on improve- 
ments and since the war, with improved financial situation, priorities have prevented 
the towns from purchasing the necessary materials, machinery, etc, 


In preparation for the day when materials will be available and there will be 
a resorvoir of unemployed manpower, municipalities are selecting their most needed 
projects, preparing blucprints and arranging to accumulate a financial backlog to 





y This article comprises portions of a memorandum prepared in January 1944, by 


John W. Kelly, executive director of the Oregon Post War Readjustment and Development 
Commission, 
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meet the costs in whole or in part. Practically every town reporting thus far has 
either started a sinking fund or plans to do so, although a few contemplate a bond 
issue to cover their estimated costs. 


Types of improvements proposed are the logical ones, For example 25 communi- 
ties alrendy plan street improvements; 19 will expand or install a new water system; 
19 propose sewer expansion; 19 will have sewage disposal or treatment plants; 19 
intcrid new sidewalks; 6 will have recreational developments, such as swimming pools, 
grand stands, etc.; 8 propose new or additions to city halls; 2 will have incinera-' 
tors; la street lighting system; one a flood control project; three will have 
bridces; 4 increased reservoir capacity, three general repairs; 7 will provide 
additional fire protection and ten new school buildings are proposed, 


While these projects are planned, there is no break-down as to the number of 
miles of strect improvorents, miles of sidewalk, miles of sewers or water systems 
e-ntoined in the reports, nor is there any estimate on the cost of these and other 
municipal programs, In tho aggregate, however, the mileage and expenditures will 
be very substantial, As already observed, additional communities are reporting 
constantly and today's tabulation is far from complete, 


Of 36 municipalities reporting only 13 have supplied a list of projects with 
estimated costs. These, however, represent an expenditure of $2,401,249, The 
remaining 23 tovms reporting itemize the projects but submit no estimate of costs, 


There are now committees in many comaunities assigned to the task of deter- 
mining what post war projects are needed and undertaking to determine their order 
of priority and as these committees reach a conclusion the list of projects is 
filed with this State Post War Commission, 


While plans are reeching the blueprint stage and many projects can be put into 
effect on short notice, the majority of the programs now on file are designed to 
provide employment over a period of years. All the projects of a city are not 
intended to be undertaken simultaneously but to be spread out and they are to be 
financed on this long-range plan through the building up of reserves, 


Nothing has yet been determined in the Portland area, The Moses report is 
still being digested. 


Program of Cities 


Sidewalks General Repairs 
Harrisburg Eugene 
Eugene Chiloguin 
Ben: St. Helens 
Ontario (15 Ni. curbs $18,700, 

2 Mi, Sidewalks $8,800) Water System 
Woodburn $3,000 | 
Myrtle Creek Oregon City 
Lebanon Bend 
Grants Pass $15,000 Hermiston $3,000 
Klamath Falls La Grande 


Ashland $75,000 Ontario (7 Mi. $75,300, Storage tank $18,700) 














OREGON BUSINESS REVEIW 


Street Improvement 





Harrisburg 
Eugene 
Oregon City 
Joseph 

Bend 
Chilogquin 
St. Helens 
La Crande 


Dallas $100,000 
Woodb urn 

Hood River 
Klamath Falls 
Huntington 
Enterprise 
Springfield 

it. Angel 
Ontario $66,392 Lebanon $100,000 
Salem Ashland $125,000 
Hermiston $40,000 Grants Pass $22,000 
hiyrtle Creek Philomath $2,500 
Yamhill $1,500 


Additional Fire Protection 








Bend 
Hermiston $5,000 
Ashland $18,000 


Eugene 
Amity 
Dallas 
Lebanon $6,000 


Sewer Expansion 


Harrisburg 
Eugene 
Oregon City 
Monmouth 
St. Helens 
La Grande 


Enterprise 
Springfield 
Lebanon $200,000 
Ashland $75,000 
Grants Pass $70,000 
.West Salem 
Sutherlin Klamath Falls 
liyrtle Creek Liedford 

Hood River $22,287 

Huntington 

Ashland Storm Sewers $50,000 


Schools 


Eugene 

Toledo 

Lebanon 330,000 
Yamhill County 
Grant County 
Tillamook County 


Newport 

Siletz 

Multnomah County 
Astoria 
Washington County 


New City Hall 


Gresham | 
Springfield 
Newberg - Enlarge 
Klamath Falls - Remodel 

Ashland - *'unicipal Bldg. $36,000 
Ontario-remodel $3,300. Add'n. $18,590 


Hermiston $15,000 
Yamhill $7,500 


Water System, cont, 


Monmouth 
St. Helens 


Myrtle Creek 
Hood River 
Huntington Sutherlin 
Beaverton West Salem 
Grants Pass $60,000 Klamath Falls 
Woodburn $8,000 Ashland $250,000 
Joseph Gearhart 


Sewage Disposal and Treatment Plant 


Harrisburg 
West Salem 
Chiloquin 
Dallas 
Independence 
Springfield 
Lebanon $50,000 


Eugene 
Oregon City 
St. Helens 
La Grande 
liedford 

Nt. Angel 
Beaverton 


Grants Pass $1,000 Huntington 
Hood River $54,500 

Newberg 

Ontario Treatment plant $56,000 


Incinerator 





Oregon City 
Medford 


Recreation Grounds 





Oregon City Bend 
Enterprise Lebanon $20,000 
Ontario - 4,32 acres $20,680 


‘Hermiston Grand Stand $30,200 


Increase Reservoir Capacity 


West Salem 


i Newberg 
Ontario $18,700 


Ashland $25,000 
Airport 


Ashland $500,000 


Hospital 
Ashland $26,000 
Ashland 


Klamath Falls 
Dallas 











OREGON BUSINESS REVIEW 


New Street Lighting System 
Medford 


Flood Control Within City 
Medford 


Bridges 


‘Medford 
Lebanon $60,000 


Klamath Falls 


Drainage 


Mt. Angel Lebanon 
Grants Pass $40,000 


New City-Residential and Business Bldgs. 





Lebanon $100,000 


Irrigation 





Huntington 


Water Lines 


Canyonville 
Newberg 


Swimming Pools 


Eugene 
Klamath Falls 


Warehouse 


Grants Pass $8,000 
Junction City 
Klamath Falis 


Court House 
Lakeview $225,000 


Marion County $1,000,000 
Coos County $202,000 


Counties 


Baker County 


7 road projects, approximately 36 miles, $140,125, 


No surveys made. Equipment $34,600, 
$20,000 in 1945. 


1944 and $20,000 balance in 1945, 


Clatsop County 


Road widening, resurfacing and oiling 30 miles $150,000. 
trestle bridge-rebuild or replace with fills $100,000, 
Eng. crew $900 per month - 2 years $21,600. 
Sinking Fund $100,000 in 1943, $50,000 in 
Regular county funds $10,000 in 1943 and $10,000 in 1944, 


Resurvey of county roads Eng. project. 
50% County, 50% Federal. No surveys. 
1944, 


Total projects $271,600, 


Grant County 


30 miles of road improvement, $25,500. 


Reserve $25,000, 


Coos County 


Now court house, $202,000.No survcys. Dairy barn at county farm, $9,012. 
Grade and surface §.3 miles market road, $23,600. 
No survcys, 


surveys, . 
shect of improvoments, $630,04.. 


County and Federal Funds. 


Reserve Fund for post war $7,500 in 1944, 
It is expected there will be a balance of $20,000 road fund in 


5,000 lin, ft. 
50% County, 50% Federal. 


Equipment $136,093, 


Surveys made, County and Federal, 


No 
Survey made. Detail 
County, State and Federal funds, 
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Provision for reserve fund to be taken up at later date, $64,000 July 1944, 
$100,000 July 1945, $125,000 July 1946. Balance expected in general road funds 
$24,000 1944 and $20,000 in 1945. Equipment $58,700, Total projects $864,657. 


Hood River County 





Approximately 13 miles road repair and construction, $91,450. Survey made, 
All county funds, No reserve, Equipment $33,500, 


Jackson C ounty 


Roads and Bridges - ropairs $594,000, County and Federal funds, $110,000 
cash in fund June 1943, %90,000 anticipated. Balance transferred to sinking fund 
June 30, 1944, Equipment, $173,700. 


Lake County 


Court House, Memorial building and county fair buildings, $275,000. No surveys. 
County and Federal funds, $132,500 in reserve, $100,000 on hand, $20,000 in 1944, 
$5,000 on hand. $25,000 next 3 years. Roads $225,000, No survey. County and 
Federal funds, {$80,000 cash on hand, $35,000 set aside for next 3 years. 


Lane County 
Roads, «257,300 Part surveyed, County and bureau of public roads funds, 


Marion County 


Court house, $1,000,000, tentative plans prepared, County and Federal funds. 
Roads, $351,000, Survey made. County funds and Revolving road fund, $75,000 
will be in next county budget and like amounts thereafter, Equipment $61,000, 


Multnomah County 


* 


Roads and bridges, $7,267,000, Partly surveyed, District tax, No reserve. 
Equipment $223,400, 


” Sherman County 


615 pants $20,500. Partly surveyed. County funds, $10,000 reserve, Equi pment 
3 e 


Tillamook County 


sa Da and bridges, $277,950, Surveys made. Reserve of $130,000. Equipment 
a e 


J osephine County 


Roads, $139,600. Survey made. County funds, Plans have been formulated to 
create fund for post war work, Have $12,000 now on hand, Equipment $43,500, 
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' Ynion County 


Roads, $1,688,105, ‘Survey partly made. County funds, $60,000 in reserve, 
$20,000 balance general fund 1943, $20,000 balanco general fund 1944, $800,000 
available for ten year plan, Equipment $80,250. 


Wallowa County 





Roads, $63,300, Partly surveyed, County and special district funds, Fair 
grouds and building $4,000, No survey. Fair board funds, $25,000 reserve funds 
now and additional $25,000 for 1944, $4,000 in reserve for fair board, Equipment 
$50,350, 

Wasco County 
Roads, $411,500, Surveys made, $37,782.17 in reserve, Eouipment $44,700, 


Yamhill County 





Rgads and bridges, $90,450, No surveys, County funds, $100,000 1942-43, 
1943.44 reserve for roads and equipment, Equipment $55,000, 


tt # 
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TRENDS OF PERSONNEL MANAGEMENT 


Dr. Jesse H, Bond, Professor of Business Administration 
University of Oregon 


Sufficiently high priorities to assure the production of a new dnd improved 
crystal ball are not presently obtainable from the rationing boards. Reliance for 
information on significant trends in management in any of its phases must continue 
to be vlaced upon the results of careful inquiry into what actually has been happen- 
ing, in business. 


This article, accordingly, is mainly a review of a research study by Professor 
Paul Ff. Holden of the Stanford Graduate School of Business, assisted by Mr. Lounsbury 
S. Fish and }ir, Hubert L. Smith, which was published by the Stanford University 
Press in 1941, under the title, Top lMenagement Organization and Control, Only those 
features of the study that concern persomel management will be noticed here, 





This book is based on a study of actual practices in thirty-one industrial 
corporations that cooperated to suvply the basic data, It was mide at the sugges- 
tion of one of the leading business executives of the Pacific Coast, and about a 
dozon compenies joined in financing it. Several months of study and discussion 
by mombers of the Stanford Graduate School of Business, in conference with business 
leaders, went into the planning of the work, in the hope that the results might 
be such as to suggest to many major executives a sound and practical solution of 
some of their more difficult problems. 


The study, as published, is confined ts conditions and data within the various 
coopereatines businesses and does not coneern itself directly with the workings of 
our economic systom as a whole, Except for one brief reference to the importance 
of general economic stability, the same limitation will be observed in this digcus- 
sion. 


The tov management of a corporation, as the phrase is used by Professor Holden 
and his associstes, includes three groups that usually overlap somewhat: (1) members 
of thc board of directors; (2) the executives whose responsibilities are company- 
wido; (3) the executives who head up major departments, divisions, or subsidiary 
companics, 


For two of the thirty-one cooperating companics, the ton management establishes 
objectives tentatively five years ahcad, Thess goals have proven to be invaluable 
guide posts for securing consistency, reasonableness, and proper orientation in 4ll 
nearer-term planning. A few of the comnanies have developed systems through which 
incomes, expenses, improvements, and contemplated changes of every nature are planned 
up to a year in acvance by each department or agency of the business, As yet, it 
secms, about half of the companies do not regularly plan any phase of their work 
in detail for as much as a year ahead, 


As a rule, the projected future plans are biscd upon estimates of cxpectced 
Sales volume, tcmpered by general economic forecasts, Able cconomists and well- 
qualifiod statistical a:sencics develop and correlate this information, 


For pcrsonnel management the significance of this trend consists chiefly in 
the following results: (1) sevoral companics have been able to stabilize their 
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own operations and employment to a substantial degree; (2) objectives which all 
divisions of a business have had a part in plaming help to provide a firmer basis 
for morale and interest in work; (3) the setting up in advance of reasonable goals 
and standards of performance provides the most impnortant prerequisite for adequate 
managcrial control of business. 


This incipient trend toward far-sighted planning and clarification of objectives 
and of procedures for their attainment is limited by several factors, In the first 
place the growing instability of our economic system tends to discourage it, es- 
pecially when it is possible for such plans to be invalidated without notice by the 
extemporaneous official discretion of some government agent or board, If a sub- 
stantially greater stability can be provided automatically for our system of machine 
technology, prices, and free enterprise, this trend toward far-sighted and detailed 
business planning will be facilitated, For a suggestion in this direction see the 
January 1943 numbcr of this Review, 





Within each business the chief obstacle to a better-planned future appears to 
be tho lack of time on the part of top management. In order to provide this neces- 
sary time for the major executives of a business, three conditions are necessary: 

(1) a sound plan of organization; (2) fully qualified personnel in all key pésitions; 
(3) effective methods of control by top management, 


The creation and maintenance of each of these three conditions will require 
the cubstance, if not the name, of informed, deeply thoughtful, and skilled person- 
nel managemont. The principal trends with respect to methods of establishing or 
maintaining exch of these three conditions, as they were found by Professor Holden 


and his two associntes, and as they concern personnel management, will be discussed 
in the romainder of this paper. 3 


Most companies sive major considerction to planning and designing the products 
of their line which will best fit the market. Relatively little attention appears 
to be devoted to planning the organization structure which will best facilitate 
the management and control of the enterprise. 


Two of the participating companies, however, were found to be doing a splendid 
job of organization clarification and development through what they call "the con- 
sultativo olan of management." Frequont mectings of executives with their subordi- 
nates and staff assistants cnable tnem to discuss problems of management, such as 
organization plan, suitadle allocation of responsibilities, long-term objectives, 
measures of accomplishments, and proccdure. Out of these discussions are evolved 
the soundest plans for thge s olution of those managemont probloms; the adopted solu- 
tions ara sot out in on organzation manual, This proocss has proved very stimu- 
lating and effective in contributing to the training and development of the 
personnel who participate, 


Further cvidence of an increasing appreciation of the importance of organi- 
zotion analysis, clarification, and planning is the setting up, by four of the 
participating companics, of central staff agencies to help the top exeoutives in 
developing and administering plans of organization which will bost facilitate the 
Successful management of their enterpriscs, Pcrhaps it is significant, however, 
that not one of these azcncies has, in the few years of its cxistence, fully 
achioved its logical placc and fumetion'in the enterprise. Since the planning of 
the organization structure establishes the pattorn of management, it fully deserves 
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the attention of men of the highest caliber. In some companies the president or 
chairman gives an appreciable share of his time to this work. For this function, 
evon the most ably manned staff agency is likely to succeed rather as a supplement 
to, than as a substitute for, something like the consultative management previously 
referred to, 


Full organization effectiveness requires not merely an ably devised organization 
structure that is appropriate to the business and develops with it. There must also 
be intimate understanding of the plan and close cooperation in accordance with it, 
Probably this result is best obtained when the organization plan and its continued 
adaptation to business changes are worked out through full discussion by as many of 
those who are to work under it as practicable. The participants thus best develop 
a lively sense of working as loyal members of a team, 


With respect to procedures for developing improved organization structures, 
the most striking trend is a revival of the use of charts, both to uncover weak- 
nesses in existing managerial relationships and to diagram the structure that is 
decided upon as ultimately most desirable. Among the thirty-one companies, those 
which do have comprehensive organization charts appear to have the soundest 
organization plans, 


In some cases, copies of these charts and job specifications are provided only 
for those who obvicusly have use for them. In other companies all staff and super- 
visory employces are supplied with the general organization charts and a comprehen- 
sive explanation of the whole plan of organization. Plans worked out in this way 
on a long-range basis make it much casier to be certain that changes which are made 
from time to time in the existing structure are in the right direction, It thus 
becomes less and less probable that a $20,000 executive will be burdened with 
duties which could be satisfactorily handled by a $4,000 subordinate, or by a 
committee of subordinates, under general rules, 


Although a few companies have made substantial progress in unburdening their 
top executives and thereby giving them time for adequate long-range planning, 
clarification of objectives, and determining the best methods of achieving then, 
many companics are still severe):* handicapped in this respect. There is a tendoncy 
for inadequate organization to continue simply because top management is too over- 
burdened to plan anythinz better, But, when improvement does begin, it can be 
exnected to accelerate and to become cumulative, 


Perhaps it ought to comfort us to realize that the overburdening of executives 
is really one of the growing pains of business enterprises. As businesses grow, 
varicus individuals in different departments come to perform many of the same 
functions, such as hiring, purchasing, etc. These functions, scattered among many 
individuals who are also busy with other things, are often of only secondary concern 
to those vho perform them, Eventually it becomes desirable to set up a well- 
qualified agency to concentrate upon each logical field of specialization. In 
many cases, Professor Holden found, a company is already paying as much for un- 
Specialized and scattored servico in some field as a competent and full time staff 
Qsency would cost, without realizing at all that such a change in organization is 
Overdue and would be profitable, 


When a staff asency is established for which no place has already been provided 
in a far-sighted future plan, mistakes may be made in regard to the basis on which 
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the agency is set up and in regard to the management level or the executive position 
to which it should report. Too often, Professor Holden found, the decisions on 
such questions are based upon mere temporary expediency, The personnel director, 
for instance, may be made responsible to the production manager, who is only mildly 
interested and somewhat: inadequately informed on the subject, rather than to the 
general manager, even when the personnel director's responsibility is defined on a 
company-wide basis. Furthermore, the department may be sot up on an advisory basis, 
rather than on a control basis. Under this arrangement it cannot assume the active 
functional direction and get-the things done that need to be done in this field. 

The personnel department must then sit back and wait to be consulted, often aware 

of unsatisfactory conditions which it is powerless to correct, except by complaining 
to the chief executive, 


To illustrate further, in two or three companies the personnel department 
reports to the legal department, possibly to take advantage of extensive knowledge 
of labor laws and of procedures in bargaining or making contracts. The resulting 
or implied emphasis upon legal rights, rather than upon equitable human relation- 
ships, could easily forfeit the confidence of the rank-and-file workmen, 


In most of the thirty-one companies cooperating in the Stanford study, the 
personnel and industrial-relations function has central staff representation, but 
only in a very few cases do the departments appear to be operating under a plan 
of organization that is conducive to the full accomplishment of the department's 
logical purposes, Most of the personnel agencies appear to be concerned primarily 
with rank-and-file personnel, in which field they seem to be quite effective, for 
the most part, But as a rule they seem to play little part in the development and 
promotion of staff, supervisory, and executive personnel, Yet this is one of the 
major problems concerning which top management must look for able staff assistance, 
if it is to succeed in fillins all key positions with fully qualified personnel, 
If this cannot be substantially accomplished, it is difficult to see how top manage- 
ment can find time enough for adequate long-term planning of clear objectives, or 
can be assured that those objectives will be attainod in satisfactory measure, 


Professor Holden indicates that, on the basis of the study of the thirty-one 
companics, the following features are usually desirable in the organization of the 
personnel staff of a large enterprise, but he does not say that all of them are 
found in any one companys 


(1) There should be a single, high-cnliber, central staff agency, under a 
director responsible to the president or to general management for functional 
direction, coordination, and control over all personnel and industrial-rolations 
matters. 


department might appropriately have the following subdivisions: 
research and analytical section 
employee-benefits section 
training and development section 
employment section 
labor-relations section 
medical section 
(g) safety section 


(3) The personnel director should have the responsibility of selecting, train- 
ing, and functionally supervising all departmental and divisional personnel people, 
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making sure, however, that his choices are acceptable to the divisional executives 
concerned, and taking care to avoid any conflict with proper divisional interests. 


Professor Holden seems to think that there is a tendency in the larger and 
better-menazed companies to assign to an "orzanization department" some activities 
that are of a personnel nature, such as: (1) developing an ultimate plan of organi- 
zation to wor!: toward as opportunities arise; (2) developing and maintaining a 
manual to define and clarify the approved plan of the existing organization b) means 
alread: mentioned above; (3) suggesting or reviewing proposed changes in the exist- 
ing orsanization, making sure that they are as far as practicable consistent with 
the ultimato plan; (4) periodically reviewing organization practice; (5) deter- 
mining by surveys the cssential work and manpower requirements; (6) developing 
and edministering a plan of control over payroll and manpower, 


Two compenies co farther down this logical road and make their organization 
department responsible also for these further personnel activities: (1) appraising 
relative job values after job analysis; (2) determining prevailing outside wage 
and salary levels; (3) recommendins appropriate wage end salary ranges; (4) review- 
ing all proposed wage and salary chenges. 


Obviously, if any one comnany had both personnel and organization departments, 
each fully developed and covering its entire logical field, there would be either 
a great deal of cooperative or joint work between them, or a highly wasteful dupli- 
cation of effort. It scems to me that, at least in all but the largest enterprises, 
a fully devcloved and able personnel department, with the hclp of what some companics 
call “consultative managemont,"” could well perform tho organization department's 
work, Actually, as indicated previously, no one company has a fully developed 
orzanization department coverins the entire lozical field, and it is to be doubted 
whether both of these departments will dovelop separately and fully in any entcrprisc, 


In large enterprises there is a trend toward the decentralization of personnel 
managenent by the establishment of divisional personnel departments. Usually the 
divisional department is directly resnonsible to the executive who heads up the 
division or agency, but is also responsible functionally to the central personnel 
department. Experionce indicates that this arrangement can be made very practicable 
and effective, in spite of the dual responsibility, if the following principles are 
obsorved: 


(1) The divisional department assists the divisional executive in the achieve- 
ment of the same company-wide objectives as those of the central supervising depart- 
ment, 


(2) The central personnel director should have a determining voice in the 
sclection of the divisional personnel staff, at the same time making sure that his 
nominees are acceptable to the divisional operating management, 


(3) The divisional personnel director should have had some training through 
the central department, to assure a thorough acquaintance with general objectives 
and policies. 


(4) The central personnel director should endeavor to keep the divisional 
staff equipped to serve the divisional executive most effectively, rather than to 
give them definite instructions that might conflict with those of the divisional 
executive, 
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(5) Any matters likely to conflict with divisional interests or instructions 
should be taken up by the central personnel director with the divisional executive, 
and any mandatory items of plan or policy should be handed down through line rather 


than personnel staff channels, 


In their efforts toward getting fully qualified personnel in all key positions, 
a few companies continue to depend mostly upon rank-and-file personnel, hired more 
or less at random, who have achieved over the yvears a measure of distinction over 
their fellows; for successive advancement to all responsible positions, Nearly all 
the concerns emphasize the importance of selecting and developing rank-and-file 
people, wherever possible, to fill the more desirable positions for which they can 
adequately qualify. 


Ten of the companies, usually through the director or assistant director of 
personnel, actively scout leading universitios and technical schools for desirable 
graduates, Two major companies have discontinued this policy in favor of making 
celections from unsolicited applicants~-pertly becouse unsolicited applicants were 
more likely to want to work for the company, partly because the companies found 
themselves with more exceptionally able new men than they could provide suitable 
opportunities for, and partly because the denression enabled them to secure an 
adequate numbcr of high-grade men from anong the many who applied, Even these 
two companies admitted, however, that they might have to resume scouting during 
prosperous periods (in time of peace). One company, whose entire plan of manage- 
ment is outstanding, makes every effort to get annually o hundred or more of the 
best prospects among the graduatcs of the leading schools. They have thus obtained 
a remarkably high percentage of able ren \hoseengagement is usually pcormanent,. 


After assuring an adequate intake of potential talent, there is need of 
training for all positions. The general consensus among the companies with com- 
prehensive programs is that the most effective and profitable training is on the 
job and for the job, plus the training of selected candidates for the job ahead, 
Obviously necessary is a clean-cut definition of the proper duties, relationships, 
and objectives of each job, provided by the comprehensive organization manual 
previously mentioned. Individual deficiencies, disclosed by periodic ratings, 
can then be objects of special coaching. It is not the function of the persomel 
department to do this training, but to stimulate the active interest and partici- 
pation of the entire management in assuring the best possible development of 
subordinates at each level, 


One company with some threc thousand salesmen over the Unitod States insists 
that every branch manager spend at least one full day a week making the normal 
rounds with one of his salesmen (in turn), It is significayt that among the 
thirty-one companies, the two or three that have suffered major labor troubles 
in recent years do not have. adequate training programs for their foremen and 
other supervisors, There is a very pronounced trend toward more cffective super- 
visory training, with an emphasis on personal contacts with superiors. 


One company goes to the length of providins double desks for all executives, 
insisting that a candidate for higher responsibility sit opposite, usually function- 
ing as a more or less "foot-loose" assistant, Even the president shares his own 
double desk with a high-caliber helper, In spite of the expense, the company 
considers that the benefits far outweic-h the costs. These trainces are sent out 
to the field to investigate problems as opportunities arise, and to relieve field 
executives during their vacations, 
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The consultative plan of management, mentioned before, provides an impressive 
job training for executives. A number of companies, in making appointments, try 
to make as many logical shifts of key prospects as practicable in order to give 
opportunity for their firther development. The important question in such cases 
is not so much who can most quickly fill a particular job satisfactorily, but who 
will profit the most through the training and experience that the opportunity 
affords, and so be of greatest ultimate value to the enterprise, If all key men 
know the system, no difficulty is experienced with the next-in-line people, because 
they can hope for appointment not merely to the position next ahead, but to any 
of the many positions on the next higher level, In such plans attention is appro- 
priately given to working out the most desirable sequences of appointments, 


In one large company hovine world-wide operations, practically all appointments 
from foreman on up are referred to the director of personnel, who passes upon the 
qualifications of proposed candidates and suggests for consideration able mon from 
other divisions of the company, His sugeestions and appraisals go to the divisional 
executive or, in more important cascs, to the president for final selection or 
approval, Bcforoe giving his opinions, tho porsonnel director consults freely with 
divisional porsonnel mon, Some othcr companics profer to have theso appraisals 
and certifications made by a committee of which the personnel dircctor is chairman, 
It is important that no pcrson shall be appointed who has not thus beon cortificd 
as fully qualificd. 


The control of the personnol director and his staff over tho quality of key 
personnel tends to include the following: (1) dircction of the program for recruit- 
ing talent; (2) direction and coordination of the training and development af such 
talent; (3) dovelopment and administration of the rating program in close coopera- 
tion with divisional executives; (4) certification concerning the adequacy of 
qualification of all nominees for appointive jobs, as a basis for final approval 
by operating executives; (5) active promotion of adwantazeous transfers of personnel 
between departments, in order to provide further development for talent, to find 
more suitable assignments, or to place surplus cmployees; (6) preparation of a 
comprehensive annual report to general management, based upon periodic rating, 
showing what proportion of jobs are exceptionally well filled, satisfactorily 
filled, or poorly filled; stating what is being done by special coaching or other- 
wise for the correction of waknesses; and reporting any progress, | 


This type of control by the personnel department can be depended upon to 
reduce, but not to ecliminate entirely, the number of men advanced to key positions 
who prove to be unsatisfactory. Most of the companies in the Stanford study 
recognize this as a major problem. Some of them, however, just appear to "grin 
and bear it." Others, equally considerate of their obligations to individuals, 
but more mindful of the tremendous cost of inadequacy in key positions, insist 
that some equitable settlement be worked out. All that can be expected fairly 
from any personnel department is a superior batting average and a thoughtful 
cooperation in working out remedies for the mistakes, 


(This is the substance of an address delivered by Dr. Bond before 
the Pacific Northwest Personncol lanagement Association Conference held 
in Portland, Oregon Octobcor 28-30, 1943.) 








OREGON BUSINESS REVIEW 











COUNTY PUSINESS ACTIVITY SERIES 


Lincoln County 


“a Pree, Lie 


* ee 
No” a ad 


” Moet lund 


- Salem 





Lugqene 


Lincoln County 


Area: 1,006 square miles (643,840 acres) 


Population; Ee 
A. Number: 1944 14,130 (Ration Book IV, January 1, 1944) 
1940 14,549 
1930 9,903 
1920 6,084 


Be Characteristics: 


le Per cent mative born white «ce«ccrceeveevseven0808es 
2. Per cent between 15 and 65 (potential labor reservoir) . » 
3e Per cent living in rural areas « ee eo ee oe eo eee. 
4. Median school years completed by persons 25 years 
of age or older: 
Be Males eeee 8.5 
be Females . ee Gee 


Ze 
Te 
6 


Cities and tovns 2,500 population or over: . . none 
(County seat - Toledo) 
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Employment : 


A, Iator force (i.e., persons normally employed) 5,813 
l. 7:3 per cent of men over 14 included in labor force 
2e 20 per cent of women over 14 included in labor force 


Principal industries in which labor force is employed 
le Lumber mills . «ee ecsececesecee eo ec &© 9H 
Ze Agriculture, il ce lon a dk hel ee Sk ee et oe i oe 
Se Logeingfe «© ee eese et ee eevee ee es 707 


Agriculture: 


A. Number of farms. « « © © © 0 ©-0:0 © e489 @ @ ‘ oo wee 
8, Averase size of farm8. «eee ee¢e0e-ee 113.9 acres 
C. Average value of farms (lane and buildings). $3,855 
D. Per cont of tenancy. « « « ee ee ec eo ee 2162 
Ee Per cent of county in farms. « «-« «e+ 2 « 17.22 
¥. Products: Livestock, dairy, poultry, small 
grains, and hay. 


Housi ne : 


A, Number of dwelling units in county 5,990 (average of 3.09 persons per 
occupied dwelling 


Be Percentage of dwellings ocevwpied by owners 55,4 

Manufacturi ng : 

Ae Number of establishments 28 

Be Total value of products $3,835,208 

C. Value added by manufiucture (value of products less cost of materials, 


supplies, etc.) $2,191,429 


Trade: 


A. Retail: 340 establishments in county with 1939 sales of $4,281,000 


PB. Wholesale: 29 ostublishments in county with 1939 sales of $1,207,000 
Ne.tural Resources : 


A. Wineral: | 
Small deposits of coal occur in the county. 


Be. Tirber: 
Forest lands covered 90 per cent of the area of Lincoln County in 1933, 
the most recent year for which U. S. Forest Service data are available, 
Of the 12,548,550 thousand board feet (log scele) thon standing, 8,521,249 
M consisted of oJd and second grovrth Douglas fir over 20", In addition 
therm txre lsage strnds of hemlock and some spriice. Virtually all of this 
tirber wes located on land privatcly owned or in those sections of the 
national forest aveiloble for cutting. 
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OREGON BUSINESS - JANUARY 


Bank Debits. The 88 banks and branches reporting their debits to the Bureau of 
Business Rescarch had totals Somewhat lower than in December, This resulted from a 
moderate posteholiday reduction in retail trade and a normal contraction due to the 
weatner in certain industrial activities. It will be noted that general business in 
the Portland and Salem areas held up better than in any other section of the state, 


Number of Debits Compared with 
Banks Reporting January 1944 December 1943 January 1943 
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Oregon 88 $628 906,775 


Portland 25 455,584,045 
Lower Willamette Valley 37,834,747 
Upper Willamette Valley 56,721,881 
North Oregon Coast 12 ,006 , 850 
Douglas ~- Coos Bay 8,931,675 
Southern Oregon 18,981,549 
Upper Columbia River 9,243,663 
Pendleton 11,174,906 
Central Oreron 7,755,029 
i.lamath Falls - Lakeview 16,443,731 
Baker - La Grande 9,617 ,465 
Burns - Ontxrio ' 4,511,034 
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Retail Sales, The January sales of 449 independent Oregon retailers were less 
than half what they were in December and nearly a third less than a year ago. Retail 
stocks wore depleted aftcr Christmas and there wero comparatively few January clear- 
ANCcS, 


Compared with 
December 1943 January 1943 








Orogon — 59,4 29.8 
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Departzient Stores 

Food Storss 

Ecting end Drinking 

Drug Stores 

Apparel Stores 

viotor Vehicle Dealsrs 
Furniture - Household ~- Radio 
Lumber - Building - Hardware 
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The percentage change by markoting areas is shown in the table below, 


Compared with 
December 1943 January 1943 








Oregon — 59,4 —29.8 
62.6 


51.6 


Portland o 
Lower Willamette Valley — 
Upper Willamette Valloy te 
North Orecson Coast — 
Douglas - Coos Bay — 
Southern Oregon — 
Upper Columbia River and Pendleton : 
Central Oregon - Klamath Falls - Lakeview 

Baker - La Grande - Burns « Ontario 
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Building Permits. The breakdown of building permits for Oregon cities and 
towns is showm below, 


January 1944 December 1943 January 1943 











New Residontial 





Portland $ 627,150 
Remaindcr of State 101,580 


Total 728,730 


$2,184,050 $1,975,850 
12,935 460 
2,196,985 1,976,310 


New Non-Rosidential 





Portland 


Romainder of State 
Total 


Additions, Altcrations, and Repairs 





Portland 
Remaindor of Statc 
Total 


23,090 
56,565 
79,655 


313,255 
71,269 
384,524 


71,305 
30,715 
102,020 


525,825 
124,063 
649, 888 


37,825 
24,108 
61,933 


29,230 
54,071 
83,301 





Grond total of building pormits 1,192,999 2,948,893 2,121,544 





The Portland pormits covered 72 now dwellings which will house 117 families. 
Tho non-rosideutial and alteration permits covered a large number of small projects. 
Outside of Portland, 11 now residences are to be constructed in Hillsboro, an’ old 
Se P. sub-station was convcrted into a 20-apartment building in Oswogo, and con- 
bination offico ond warchouse is boing built in Pendleton, 
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